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Executive Summary 

IDEA Project Evaluation Report 
March, 1997 

The purpose of thls evaluatlon 1s to examme the progress of the IDEA Project 
to date and to make recommendations for future plannlng and lmplementatlon 
The evaluation 1s to be used to fine tune on-going implementation of 
actlvitles, ldentlfy where the project 1s havlng xts greatest Impact and to 
ldentlfy where progress has been less than antlclpated 

Overall, the evaluatlon team feels the project 1s maklng excellent progress 
In achlevlng ~ t s  overall objectives The "commodity systemsqq approach whlch 
1s bemg used 1s workmg and the project should contlnue ~ t s  prxvate sector 
NTAE cllent focus It can be sald that the achrevement of mtermedlate 
results such as, technology packages developed, number of fleld 
demonstrations, fleld day attendance, seed multlpllcatlon actlvlties, and 
market lnformatlon dissemination would lndlcate that good progress 1s belng 
made toward achlevlng the project purpose 

On the high value side, the prolect is already exceedmg ~ t s  LOP targets for 
mcreaslng the export value of W crops Whlle part of thls must be 
attributable to momentum whlch was underway before IDEA was started, the 
project has made good progress In maklng xts contrlbutlon to expandmg the 
value, volume and partlclpatlon In W NTAEs The only concern the evaluatlon 
team had In thxs area is how project resources (staffing and flnanclal) are 
llmltlng the extent to wh~ch technology packages can be disseminated and 
utlllzed 

There 1s a good indication that xncome Increases as a result of an lncrease In 
low and hlgh value crop exports are belng reallzed On the low value slde 
lncome lncreases are llkely to arlse from an lncrease In the adoptlon of 
technologies whlch lncrease labor and land productlvlty For hlgh value crop 
producers lncome Increases are belng reallzed through access to markets whlch 
allow them to receive hlgher net returns per land and labor than before In 
addltlon, there 1s a good lndlcatlon that there wlll be Increased lncome In 
the support servlce lndustrles due to increased demand for these servxces 
However, more lnformatlon 1s needed to determme what trade-offs are belng 
made at the household level In order to more accurately capture lncome 
Impacts 

Areas where project zmpact has been less than antlclpated are In the areas of 
Assoclatlon Development and Buslness Flnance support actlvltles Of the 
varxous IDEA Project components, the Assoclatlon Development and Busmess 
Flnance components need the greatest amount of attention from a redeslgn polnt 
of n e w  Two years of effort has clearly established that the fundamental 
assumptions for these components were not correct and that there 1s a need to 
reorlent these actlvltles The contrlbutlon, influence and commitment of 
Makerere to IDEA program object~ves has also been less than antlclpated 

The evaluatlon team felt that lncreaslng fleld level presence has the greatest 
potentxal for lncreaslng project impact It 1s recommended that the project 
contlnue to explore optlons to lncrease ADC1s fleld presence such as, use 
PL480 funds to secure greater NGO involvement at the distrlct level, 



collaborate wlth ACDI in hxrlng additional Uganda field assistants who can 
coordinate activltles at the dlstrlct level, and to continue to leverage funds 
from other actlvitles such as the Cocoa Development Project In addition, 
project Impact would be greatly enhanced by addmg another TA In low value 
crops and another on hlgh value crops, however, this would require adding 
addltxonal funds to the project wh~ch 1s not likely Perhaps thls should be a 
consideration when/lf the pro3ect 1s extended It 1s antlclpated that all 
other changes recommended In thls report are implemented withm the exlstlng 
pro j ect budget 



IDEA Project Evaluation Report 
March, 1997 

A Background 

The IDEA Project was initially designed as a 5 year $25 million project 
focusing on 

* Expanding low value food exports to regional markets, and, 

* Increasing production and export of high value products 

The proJect is to achieve these objectives by providing support to private 
exporters and traders through a vertically integrated "commodity systemsu 
approach The project is also expected to contribute dlrectly to 
USAID/Kampalals Sol, "Increased Rural Household Incomel1 

The IDEA Project is bemg mplemented through an institutional contract with 
Chemonics which began in April, 1995 and is scheduled to terminate on 
September 30, 1999 The project can be extended an additional five years based 
on favorable performance and availability of funds It is anticipated that a 
full evaluatlon will be carried out In year 3 which will provlde the necessary 
input for a declsion on extending the project 

B Purpose of Thxs Evaluat~on 

The purpose of thls evaluatlon is to examine the progress of the project to 
date and to make recommendatlons for future planning and implementation The 
evaluation will be used to fine tune on-going implementation of activities, 
identlfy where the project is having its greatest impact and to identify where 
progress has been less than anticipated 

C Overview of the Evaluation Process 

The evaluation was initiated with field visits and consultations held in 
Uganda from February 3 - 14 The evaluatlon team vlsited IDEA project field 
actlvltles In both the Eastern and Western reglons of Uganda which covered a 
good cross-section of project clxents lnvolved In both low value and hlgh 
value production The team was also able to meet with input suppliers, grain 
merchants and other private sector people involved In prov~ding services to 
the horticultural mdustry While in Kampala, the evaluation team was also 
able to meet with representatives from Government, Makerere University, the 
Natlonal Agricultural Research Organization, and other donor agencies The 
team spent considerable txme with the IDEA ADC team and USAID reviewing and 
discussing observations and recommendatlons 



Prior to departure the team held a debriefing with IDEA project team members, 
USAID and GOU representatives to discuss preliminary flndlngs A draft report 
was submitted to USAID and the IDEA team for comments, whlch have been 
Incorporated in this final report 

The evaluation team consisted of 

Rlta Aggawal AFR/SD 
Jane Hopkms G/WID 
Jeff Hlll AFR/SD 
Joe Carvalho REDSO/ESA 

With assistance from 

Laurent Tusingwire 
Gaudensla Kenyangl 

I1 Project Performance 

A Progress Toward Achzevzng Project Outputs 

The project outputs as specified in the "Ampllfled Project DescrlptionI1 
include the following 

* Producers of selected commodltles will have Improved knowledge of 

techniques to Increase crop quality and ylelds 
* Exporters wlll be able to in~tiate or expand NTAE act~vlties 

* NTAE exporters and producers wlll have lmproved knowledge of 
agribusiness plannlng and management and access to sources of fundmg 

* Commodity spec~fic market information systems w~ll be establ~shed or 
improved and sustainable 

* Private/public sector entlties wlll be multxplying and distributing 
improved maize and bean seeds 

* Associations wlll be facllitatzng growth xn NTAEs and acting as 
effective advocates for a better NTAE policy and regulatory envlronment 

* MU Faculty of Agriculture will be able to provide long term and short 
term tralnmg to support the growth of NTAEs 

General observations based on field vis~ts lndlcate that the project 1s making 
excellent progress on some of these outputs The evaluation team noted that 
while the IDEA pro-Ject benefits from previous investments In ploneerlng NTAEs 
and in creatlng a favorable pol~cy envlronment, the project has successfully 
bullt upon thls foundation, expanding the volume, value and mix of NTAE 
commodities The project has proven that high and low value producers can 



compete in export markets and that the vertically integrated "commodity 
systemsH approach works The project has been successful In establishing 
output market contacts and In lncreaslng the number of buyer agents which has 
allowed exporters to lnxtlate and expand NTAE activltles In focus areas 
where they are worklng, the project has successfully ldentxfled the 
'sub-sector characterlstlcst needed for HV commodlties to be competitive 
Thls has contributed to mprovement in the quality of export commodltles and 
Uganda's competitiveness In HV export markets In addltlon, there 1s evidence 
that the project has been able to improve and lncrease the lmkages between 
NTAE producers and servlce provlders (malnly input provlders and 
transportation servlces) 

The project has also been successful In mprovlng the avallabillty of market 
information for both LV and HV producers and exporters Many of the ADC 
clients intervxewed stated that thls rnformatlon has been beneflclal, notlng 
that In some cases ~t has dlrectly asslsted In negotlatlng better prices The 
evaluation team observed that while the project had been successful In 
establishing market information systems for both LV and HV commodlties, there 
was now a need to focus on expanding the dlssemlnatlon and utllizatlon of this 
lnf ormatlon Recommendations are provlded below 

Areas where Ampact has been less than expected include 

x Business and Financial Linkages, especially in the area of sourcmg 
capltal 

* Strengthening the capaclty of associations to provlde servlces to thelr 
members 

x The "Vlsltlng Professor" component of the MU education and traxnlng 
component 

The evaluatlon team feels that these deficxencies are more a result of 
inherent weaknesses In collaboratlng instltutlons whlch were not identlfled 
during project desxgn, rather than lmplementatlon short-falls These 
problems, along wlth optlons for solutions, are discussed In more detail in 
Sectlon 111, on I1Issues Which Need to be Addressedn 

1 Relevance of These Outputs 

The relevance of these outputs In terms of the project's overall objectives 
needs to be revlewed The evaluatlon team feels that these outputs do not 
reflect the true objectives, challenges and opportunltles of the project and 
that adjustment are needed 

Much more tanglble outputs which Indicate numbers of producers, exporters and 
other servlce providers to be Impacted by the project should be developed 
S~mllarly, establlshmg targets for numbers of commodity market information 
systems as well as public and prlvate sector entltles multiplying and 
dlstributlng Improved malze and bean seed 1s recommended Also new outputs 
need to be established for the Association Development and the Business and 



Flnance components based on a reorlentatlon of these actlvltles 
One optlon to conslder 1s to revxse the outputs through a performance based 
arrangement wlth the lnstltutlonal contractor 

B Progress Toward Achieving Project Purpose--.Increase Production 
and Marketmg of Selected NTAEsm 

It 1s the lntentlon of the project that IDEA'S lnterventlons w~ll lead 
dlrectly to lncreased productlon of speclfxc NTAEs by rural men and women and 
wlll ensure that what 1s produced 1s exported The project descrlptxon 
speclfles that the achlevement of the project purpose wlll be measured by 

* Increase export value and farmgate value of malze and beans, 

* Increase export value of h ~ g h  value c o ~ o d ~ t ~ e s ,  

* Increase ~n number of smallholders and hlred laborers lnvolved ~n 
productlon of hlgh value conunodltles, and, 

* At least 40% of hlgh value producers, outgrowers, hlred labor and 
exporters assxsted by the project are women 

There 1s evldence of a supply response to market opportunltles whlch have been 
ldentlfled by ADC and there are lndlcatlons of good opportunltxes for growth 
In both the LV and HV components good progress has been made In lmplementlng 
the market-led comrnodxty systems approach and In llnklng producers wlth 
traders/exporters, Input suppliers and other servlce providers 

On the LV slde there 1s evldence that project lnterventlons such as, fxeld 
demonstratlons, fleld days, follow-up extension actlvltles, and lmprovlng 
support servlce linkages, are leadmg to the adoptlon of lmproved technologles 
(~mproved seed varletles, better husbandry practices, better post harvest 
handlmg) wh~ch are resulting In Increased labor productlvlty and lncreased 
ylelds of malze and beans Informal lntervlews conducted w ~ t h  farmers and 
traders durmg the course of thls evaluatlon seemed to valldate thls As the 
adoptlon of these lmproved technologles Increases lt 1s certainly llkely to 
lead to Increases In the export and fanngate returns of malze and beans 
(assuming generally favorable clxmatzc condltlons) Project estimates 
lndlcate that fanngate value of malze could Increase from around USH 28,000 
per HA, to between USH 85,000 to USH 135,000 Slmllar Increases could be 
obtalned for beans 

Whlle we are unable to say whether thls has been achieved to date or not, lt 
can be sald that the achlevement of mtermed~ate results such as, technology 
packages developed, numbers of fleld demonstratlons, fleld day attendance, 
seed multipllcatlon actlvxtles, and market mfonnatlon dlssemxnation would 
lndlcate that good progress 1s belng made towards thzs purpose The only 
concern the evaluatlon team had In thls area 1s that present project resources 
(staffmg and flnanclal) are really llmltlng the extent to whlch these 
technology packages can be dlssemmated and utxllzed Hence, the team 
recommends that the long term technical assistance on LV crops be extended for 
the LOP In addltlon, recommendations on how the project mlght leverage 
addltlonal support outslde of the project are provlded below 



On the high value side, the project is already exceeding ~ t s  LOP targets for 
increasing the export value of HV crops While part of thls must be 
attributable to momentum which was underway before IDEA was started, the 
project has made good progress in makxng its contribution to expanding the 
value, volume and particlpatlon in HV NTAEs 

There is good evidence that the number of smallholders engaged in HV NTAEs has 
increased, however, there 1s concern regarding the ability of smallholder 
farmers to sustain progress they have achieved and to take full advantage of 
the market opportunities which have been created Ensuring that these small 
farmers succeed is going to require continued efforts whzch will limzt the 
extent to whzch the prolect can assist zn the adoption of new HV commodztzes 
gzven present resources 

The number of hlred laborers involved in the production of HV crops has no 
doubt lncreased The growth in the cut flower sub-sector alone, which 
provides 100-300 lobs per 3 to 6 ha farm, is significant, estlmated to be 
around 2,900 (the question here would be how much of this can be attributed to 
the IDEA project) Employment in fruits and vegetables is estlmated to be 
around 4,500 whlle employment in essential oils and spices is around 34,000 
Field interviews conducted during this evaluation with ADC clients indicated 
that growth ln the less capltal Intensive HV NTAEs were leadmg to new 
employment opportunxties In the areas of handling and packaging, on-farm 
extension services and management, and general farm labor activities 

There is some evidence that the increases In employment is providing work 
opportunities for dlsenfranchlsed groups (e g female-headed households) 
Women involvement in project assisted actlvitles is estimated to be about 65% 
for cut flowers, 75% for fruits and vegetables and from 70% to 80% for 
essential 0x1s and spices 

C Progress Toward Achxeving Prolect Goal--.Increasing Incomesm 

By increasing and diversifying exports, the project 1s expected to contribute 
to increased foreign exchange earnings AND increased incomes of men and women 
producers, exporters and other related service providers It is anticipated 
that farmers who sell their incremental production (the additional amount 
produced as a result of project interventions) to an exporter at a profit wlll 
have lncreased income While producers of some high value crops will not be 
smallholders, higher production levels of these crops will requlre an Increase 
in hired labor (which may increase rural wage rates), which will also 
contribute to the proIect goal 

The project IS provldlng relatively low levels of resources on 
capltal-lntenslve cllents (such as flower growers) and much hlgher levels of 
assistance on more labor-intensive crops (such as chllies, vanilla, passion 
fruit, maize and beans) 

1 Hlgh Value 

There is no doubt that incomes have increased due to Increases In HV crop 



exports in the areas of focus, cut flowers, fruits and vegetables, and 
essential 011s and spices By increasing cut flower exports, In additxon to 
generating substantla1 income increases to a small number of employers, a 
large number of income increases have been realized through increased 
employment Although there is not enough known about trade-offs at the 
household level to accurately estlmate the amount, the fact that people are 
leavlng what they dolng to undertake jobs in the cut flower sector is probably 
a good lndlcatlon that they percelve ~t to be an Improvement over what they 
were doxng before There is some evidence of shlfting employment between 
sectors (e g movlng from manufacturing jobs to french bean processing) 
However, glven the general high level of unemployment in Uganda it is probably 
safe to conclude that thls sub-sector 1s havlng a net positxve lmpact on 
xncome earnings 

The production of frults, vegetables, essential oils and spices is prlrnarlly 
being undertaken by large numbers of small farmers Income increases are 
reallzed by these farmers through access to markets which allow them to 
receive hlgher net returns per land and labor than before While anecdotal 
evxdence supports the fact that thls 1s happening, agaln it IS not documented 
well enough to provide estimates of how much incomes are actually increasing 
for these producers While we could estlmate production costs and returns, we 
don't know enough about what other actlvities are belng foregone to allow 
households to undertake these actlvities Still, assummg farmers are 
rational, their wllllngness to seek and adopt the production of these HV crops 
is a good indication they are doing so because they are reallzmg income 
benef x t s 

2 Low Value 

Income increases as a result of an Increase xn low value crop exports are 
likely to arise from an xncrease xn the adoptlon of technologies whlch 
increase labor and land productivity Estimates provlded by the project 
rnd~cate that net mcome per HA could lncrease by 2 to 3 times lf recommended 
practices are adopted As mentioned earlxer there 1s good evldence that 
farmers are adoptxng lmproved technology packages promoted by the project and 
that Impact is mainly limited by the project resources available to promote 
them 

3 Exporters and Service Providers 

There 1s a good indication that there wlll be Increased lncome in the support 
service xndustrles due to increased demand for these services There are 
already slgns of xncreased actlvity for traders/exporters, transporters and 
lnput suppliers There IS also an Increase In demand for technical expertzse 
In the production of NTAEs 

D Other Issues 

1 L~nkages to Other USAID Activities 

The evaluation team observed that opportunities for strengthening linkages to 
other USAID actlvities (PL480, Coop Bank, ANEPP, PRESTO) need to be exploited 



The project has made good progress In establishing a workmg relatlonshlp wlth 
ACDI Attempts by the project to work wlth Coop Bank and EPAU have been less 
frultful However, the project team should be encouraged to continue to 
explore opportunltles wlth ACDI to provlde fleld asslstance to support the low 
value component, perhaps looklng for other opportunltles to work wxth the COOP 
Bank In supporting NTAE development and improving lmkages wlth EPAU to 
provlde more NTAE focused pol~cy analysls (see below) 

2 Policy Env~ronment 

Regarding the overall policy environment the evaluatlon team noted the 
f 01 lowlng 

* Customs clearance was NOT an issue people complained about 

* Cold storage IS still an Issue but it looks as though the prlvate 
sector will soon be allowed to set up units near the alrport 

Taxes on Inputs 1s stxll a problem for the ~ndustry, whlch effects 
the competltlveness of Uganda's exports 

Regional Trade Pol~cy Support--there are ongolng efforts to 
harmonize trade polzcles and to reduce/remove trade barrlers whlch 
support project objectives (Secretariat for East Africa 
Cooperation, COMESA, REDSO--SD/PSGE Reglonal Trade Inltlatlves) 

Pollcy Support Through EPAU--EPAU's maln focus 1s on support to 
lmplementatlon of the Natlonal Food Securlty Strategy, although 
publlc sector Investment, credlt pollcy and trade policy analysis 
could potentially beneflt NTAE sector as well 

It was noted that the IDEA team has made efforts to collaborate more closely 
with EPAU, but they still seem to be out of step with one another There may 
be room to strengthen collaboratxon on the LV side at least The IDEA team 
may conslder looking to other ~nstitutlons, such as The Economlc Policy 
Research Center, for broader NTAE pollcy analysls support 

3 Env~ronmental Impacts 

There 1s a need to look more closely at environmental mpacts, especially In 
the cut flower sub-sector The evaluatlon team observed run-off water with 
obviously high chemical content running out of one of the rose farms directly 
into an adjacent swamp It was noted that the project is collaborating with 
the Natlonal Env~ronmental Authority and is completing environmental reports 
However, anecdotal evidence indicates that more needs to be done 

4 APDF 

There are questions regardmg the need for APDF resources Although APDF 
asslstance was h~ghly utillzed and productive under A N E P P - O W ,  no resources 
have been used under IDEA Glven the scarclty of resources under the project, 



it probably makes sense to reallocate some of these resources Options to 
consider Include usmg part of the APDF funds to contrxbute to the 
Consultant's Access Fund through the BAF component or to Increase the 
projectls field level presence The IDEA team, and USAID, may want to 
consider repl~catmg some of the posltive actlvitles whlch were utllized 
previously under the OCAP/APDF arrangement 

111 Issues Which Need to be Addressed 

A Association Development 

As noted earlier, one of the project areas where performance has been less 
than anticipated 1s In assoclatlon development The evaluation of the 
association development efforts of the IDEA Project have identified two key 
Issues for thls component of the project 

* The assumptxon underpinning the design of the association 
strengthening component of the project is not correct or has not 
been validated 

Assumption broad based commodity or group associations could be 
developed In the medium term to provide support services, and ensure the 
continuity of ADC type services for NTAEs 

* The contribution of this component to sustained increases in rural 
incomes has been minlmal, even though project targets have been 
met 

Two years of effort has clearly establxshed that the fundamental design 
assumptions were not correct Thls fact does not come as a surprise to the 
IDEA Project team As noted by ADC staff, even though targets and benchmarks 
have been met there is no evldence that these targets have created the 
conditions for, or contributed to, increasmg rural incomes Prlor to the 
evaluation, ADC staff had already put in considerable effort to examine the 
optlons and prospects for future activities that could make a slgniflcant 
contribution to influencmg rural incomes This discussxon draws heavily on 
the preliminary thinklng of ADC staff about how thls component might be 
reoriented, almost immediately with the current years1 work plan 

The following comments focus on performance, constramts to/or concerns for 
success, future dlrectxons and opportunities, and recommendations 

1 Fxndlngs Regardxng Performance 

x ADC 1s exceed~ng project targets regarding the number of assocxations 
asslsted 

B S~gnificant effort has been put into the support of commodity based 
associations, especially high value commodities 

* These assoclatlons are very weak and lack the capacity, resources, 
Infrastructure and purpose to provlde support servlces 



* Strengthening commodity trade associations to provlde support servxces, 
I£ possible, will be a long term effort 

* Significantly less attention has been glven to strengthening comrnunlty 
based assoclatlons and collaboratlve efforts conceived wlth improving 
market access and efficiency of marketing efforts 

* Opportunities do exlst to lmprove linkages wlth efforts to increase 
rural mcomes, especially through community based assoclatlons and 
collaboratlve efforts 

Based on ADC technical and progress reports, ~t appears that a preponderance 
of effort has been focused on commodlty based assoclations for HV commodities 
Among the commodlty assoclatlons assisted or reviewed by ADC there are several 
xmportant Ingredients mlsslng to make associations viable This lncludes the 
lack of a member owned strategy, lack of mechanzsms, sklll and/or will to 
mobllize resources from members, lack of jomtly formulated actlon plan, and 
lack of common purpose among assoclatlon members for the ralson dletre of the 
association Further, glven the status of these assoclatlons ~t was not 
posslble to assess I.£ they can effectlvely and responsibly handle flnanclal 
resources 

On the other hand, members of commodlty assoclatxons often felt very strong 
that they d ~ d  want servlces regardmg market lnformatlon and production 
practices critical to the success of then firms And indlvldual flrms dad 
note that ADC services in maklng information and technxal advice available 
d ~ d  lmprove the performance and profitability of their flrms The evidence 1s 
quite strong that ADC 1s filllng a crltical niche in Uganda to improve access 
to and use of services, lnformatlon and xnnovatlons necessary to support 
growth in NTAEs In many ways, ADC 1s provldmg an example of what an 
associatlon could and should do to support market based agricultural 
development efforts 

The concern for and status of associatlon development, especially commodlty 
associatlons, 1s strategically xmportant to the success of the IDEA Project 
because ~t was largely assumed at the outset of the project that assoclations 
could take over ADC1s role In strengthening flrms and provldlng support 
services for NTAEs There 1s now broad consensus that assoclatlons do not 
currently have the capaclty to do this And, glven the progress that has been 
made to date from a fairly aggressive effort to strengthen commodlty based 
assoclatlons, it 1s unlzkely that they wlll have the capaclty wlthln the next 
ten years 

A signxficant area of concern not glven attention by the Assoclation 
Strengthenlng unlt is the formation of publxc and private assoclatlons or 
strategic alllances to ensure support services are available In fact, thls 
is being done through the hlgh and low value unxts The efforts of these 
other units could provlde some lnsights about what could be done, 
strategically, by the Assoclation Strengthenlng unxt of ADC 

2 Constraints to/or Concerns for Future Success 



The approach to commodity trade assoclatlon development taken by ADC to date, 
appears to be based on the notlon that commodity associations are coherent 
entitles wlth clear common cause And, glven thls, the challenge 1s to 
increase membership, xncrease Income of assoclatlons to pay for services, and 
improve skllls of assoclatlon technical staff to provlde services While 
these may be important ingredients for a successful association, there is 
little evidence that thls formula 1s appropriate for Ugandan associations at 
thls tlme 

Commodity or sectoral associations in Uganda face a number of unlque 
challenges to successfully provide servlces to members that are geographlcally 
disperse across different communlties and districts Because members are 
geographlcally dispersed xt makes ~t very dlfflcult for members to communicate 
or collaborate wlth one another In shaping a jomt effort or association 
service plan And, ~t means that provldlng services to members can be a 
costly undertakmg The xnfrastructure to really make this viable 1s not 
there and may be prohibitively expensive to create from member contrlbutlons 
alone 

Understanding the needs for successfully engaging In and measuring success for 
each type of network could help brlng a focus to strategies to strengthen 
assoclatlons The targets of the ADC efforts appear to be focused on having 
fully functional collaborative efforts managed by assoclatlons More 
reallstlc targets may be to strengthen associations, first, to be able to 
fully provlde and share information, and, possibly, able to support exchange 
of items such as inputs, etc In sum, a conscious effort needs to be made to 
form a p~lot effort to test an approach to strengthening commodlty 
assoclatlons before this is broadly promoted wlthln Uganda At the same tlme, 
a mlnlmal level of effort will need to be put into malntalning linkages wlth 
assoclatlons that have already been contacted But until there 1s a clearer 
understanding of how to strengthen assoclatlons, there is llttle rationale to 
use extensive project resources to work with the commodlty assoclations 

Whxle assoclation strengthening efforts have focused largely on HV commodity 
based assoclatlons, it appears that relatively llttle attentlon has been glven 
to community based assoclatlons and collaborative efforts related to LV NTAEs 
Community based assoclatlons typically have members that are rural based, wlth 
relatively poorer access to information and polltical Influence than the 
commodlty based assoclatlons However, it is geographlcally easier for a 
technical agent to serve a community based assoclation 

During the evaluatxon a number of lnnovatlve efforts in the LV program 
attempting to Improve community based marketing were reviewed These efforts 
offer considerable promlse to d~rectly and significantly influence rural 
Incomes lf they are broadly extended and used Broadly extending these 
efforts IS beyond the current ab~lity of the LV unzt because of stafflng 
llmltatlons It IS, however, well withm the mandate and concerns of the 
Assoclatlon Strengthening and Business and Finance units In some cases this 
comunlty based effort may not be through formal associations, but rather, 
through collaborative efforts that are promoted and facilitated through NGOs, 
cooperatives or other groups These efforts also obviously have close 
lmkages wlth the busmess and flnance elements of the project The lssue 1s 
not to atomize by drawing boxes around the efforts between the Association 
Strengthenmg and Busmess and Fmance components, but rather to more sharply 



focus on those efforts with flrms and groups that offer the greatest prospects 
for sustainably improving the incomes of rural households 

In addltion to formal associatlons, group efforts that offer some significant 
promise in influencing access to services, inputs and technical advice, which 
is a fundamental concern of the association strengthening efforts lnclude 
outgrower schemes, community based associations and input supply outlets 

The input supply agents emerging in districts and rural markets are typically 
part of a larger distribution system Working with lnput supply agents as a 
group could be both possible and practical In sum, efforts to engage and 
strengthen the linkages between the Association Strengthenmg unit and the LV 
unit need to be encouraged to extend the pllot efforts now being tested by the 
LV unit 

A key challenge the Association Strengthening unlt faces, along with the rest 
of ADC, is the development of a capaclty to sustain the efforts initiated by 
ADC and the IDEA Project As noted earller, the original assumption was that 
assoclations would fill thls role If this is unlikely, as now appears to be 
the case, an alternative needs to be developed One option may be for the 
associatlon strengthening staff to work wlth the program management of ADC to 
help formulate a sustamability plan for ADC At present ADC is filling a 
niche and the demand for services from ADC is projected to exist well beyond 
the life of the IDEA Project In light of thls, it would be wise to take 
early steps to formulate a sustainability plan And, given that ADC is 
largely filling the functions of an association as envzsaged in the origlnal 
design, it may be appropriate to do some inward analysis, using the skills of 
the Association Strengthenmg unit to address this issue This is discussed 
later in thls report 

3 Future Dxrections and Options to Increase Success/Impact 

* Increase level of effort with low value commodity unit, to strengthen 
community based marketing agents and assoclations to more broadly 
demonstrate/ promote marketing (product quality) package and lnput 
supply This would increase the number of marketing or buying locations 
that the package is demonstrated and promoted in, and, increase access 
to a and use of finance by these community based marketing associatlons 
It could directly impact on incomes by increasing producer prices for 
maize, beans and other LV produce, decrease producer prlces for 
production inputs, and, increase the number and profitability of 
marketing flrms 

x Increase the level of effort In assisting with input supply network 
development This could include improving the business and technical 
skllls of private and NGO stockists, seed multaplication firms/groups, 
transport farms and others lnvolved in input supply markets for low and 
high value NTAEs at the comrnunlty and district level This could 
contribute to lncreasing incomes by lncreasing profitability of the 
firms, increasing the number of firms, and increased access to NTAE 
agricultural inputs 

* Support development of outgrower schemes in selected commod~ties in 

conjunction wlth low and hlgh value teams 



* Formulate and Implement a focussed pilot effort to strengthen one or two 
associations 

* Asslst with the formulation of a plan and means to moblllze resources 
to sustain ADC as an African-led assoclatlon, and, extend ADC 
lnnovatlons and efforts through focused pllot schemes (See discussion 
on ADC sustalnabllity) 

* Ass~st wlth the formulation of mechanisms to support jo~nt 
publlc-private collaboratlon/efforts In strengthening assoclatlons and 
support servlces for NTAE efforts 

4 Recommendations 

c Refocus efforts on the unit to Increase linkages with and direct 
influence on rural incomes 

* In formulating this years' work plan review, select and focus on 
actlvitles and options that have the greatest prospects for lmpact 

* Cont~nue close support role for LV and HV programs and strengthen 
llnkages wlth them to identlfy prospective client assoclatlons and 
f irms 

* Asslst the ADC program management unlt to formulate a plan and identify 

condltlons necessary for ADC to become an Afrlcan-led assoclatlon, and 
to create a method to mobillze local and international resources to 
sustaln ADC over a ten year perlod 

B Busxness and Fxnance Lxnkages 

The evaluation team has identified two key issues for this component of the 
project 

* The program design assumptions underpinning thls component of the 
program are incorrect or not yet validated Assumptions 

Improving buslness plannlng and management practices of flrms would lead 
to Increased access to and use of flnance by NTAE f~rms 

There 1s finance available, but it can not be accessed because of 
business planning 

* The program needs to be focused on efforts that more directly 
influence NTAE firm access to and use of finance, which may 
requlre (a) validation of approach (es) , (b) ref ocuslng efforts 

A fundamental assumption of the BAF component 1s that improving business 
plannxng and management practzces would lead to mcreased access to and use of 
finance by NTAE flrms A large number of flrms have been assisted, but, at 
present, few f~rms assisted have actually recelved the financing needed to 



lncrease then NTAE exports Thls ralses two concerns Flrst, the lndlcators 
or targets (1 e , number of f~rms asslsted) do not adequately reflect or 
capture progress In meetlng necessary condltlons to increase access to and use 
of flnance Thls would strongly argue for a redeflnltlon of the results 
expected from thls component of the project 

Second, the lack of progress In mcreaslng access to and use of flnance draws 
mto questlon the fundamental assumption that flnance 1s avallable, or could 
be made avallable through other means besldes the IDEA Project, to NTAE flrms 
but can not be accessed because of busmess plannmg Thls would strongly 
argue for a redeflnltlon of the approach or focus of lnterventlons supported 
to lncrease access to and use of finance to support NTAEs ADC 1s fully aware 
of these concerns and lssues and has made progress In examlnlng them 

Further, evldence from ADC experience In worklng wlth NTAE f~rms lndlcates 
that there are fnms that could beneflt from lncreased access to commercial 
lendlng The challenge 1s to ldentlfy lnnovatlve ways to make thls happen 

1 Find~ngs Regarding Performance 

In general, the BAF component 1s exceeding ~ t s  targets In terms of the 
number of flrms asslsted 

A consultant access fund has been established that 1s lncreaslng the 
partlclpatlon of local consulting flms In provldlng support servzces 
for NTAE f~rms and assoclatlons 

There 1s evldence that servlces provlded to larger lnput supply fxrms In 
flnanclal management and record keeplng has resulted In unproved 
productlvlty of the f~rms Thls In turn has led to Increased 
moblllzatron of capltal to support growth of at least one flrm 

The level of Impact on project goals appears to be low, even though 
output targets have been met Whlle targets and benchmarks of the 
program have been met, thls has not led to Increased access or use of 
f lnanclng 

The project has not moblllzed nor does lt have the avallable flnance to 
leverage or attract NTAE flnanclng 

A number of opportunltles to lncrease NTAEs have been mlssed because of 
the lack of catalytic flnanclng for NTAE fnms 

2 Constraxnts to/or Concerns for Future Success 

Analys~s of the circumstances surrounding access to finance lndlcate that 
the financial sector--as an ~ntegrated, coherent, market based system 1s 
sunply not work1ngIf Coupled wlth the fact that ADC has no money to Invest 
dlrectly In ~ t s  cllents as leverage to attracting flnanclng, means that many 
opportunltles to lncrease NTAEs have been and are belng mlssed 

3 Future Directions and Opportunities 



The following are a series of opportunities that may be available to ADC to 
strategically focus and increase the lmpact of efforts to strengthen and 
increase busmess and financlal linkages They are not listed in any order of 
priority Further analysis may need to be done by ADC to determine the 
prospects for impact, whlch needs to include dialogue with their stakeholders 
on these dlrectlons 

Formulate and Implement a pilot effort wlth a limited number of flrms to 
Improve business and financxal management wlth the intent to lncrease 
collateral based lending From the outset form a jolnt group orxented 
effort, and include flrms assisted, lendlng institutions, tralnlng 
centers, ADC It would lead to the ~dentiflcatlon of mstltutional and 
financlal innovations to improve the flnanclal performance of NTAE 
f~rms, Increase skills, and provlde a transparent means for monltorlng 
the financial performance of NTAE f~rms and thereby bu~ld confidence of 
the lendlng institutions 

Provide assistance with the restructuring of commercial farm debt 

Assist with the formulation of a means to help ADC rnobillze resources to 
extend ADC fznancing innovations 

Focus on formulating and validating options with good prospects to 
increase access to and use of finance, e g, warehouse receipt system, 
export financing, etc 

4 Recommendations 

Refine outputs and benchmarks to more directly reflect progress In 
increasing access to and use of flnance 

Increase level of effort on low value community based associations 

In formulating the current years1 work plan complete analysls to deflne 
anticipated level of impact that could be expected from alternative 
efforts on broad based prospects for increasing NTAE firm access to and 
use of flnanclng 

C Educatxon and Training 

1 Issue 

The contrlbutlon, ~nfluence and comm~trnent of Makerere to IDEA program 
objectives 1s less direct than other program components 

2 Flndxngs 

* Llnkages between Makerere an the agribusiness community, and NTAEs In 



partlcular, are weak 

There has been slow response of faculty to adjust elther curricula or 
course content to address agrlbuslness flrm needs 

There 1s a disconnect ln the overseas MSC component, Makerere has 
sufficient number of MSC staff 

The vlslting professor program has been slow in taking off 

The short courses tralning component has recelved much praise by NTAE 
f 1 m s  

The intern program has had a generally posxtlve response from firms 

Regional monitoring tours could help strengthen llnkages among tradlng 
partners, but have not been completed 

3 Options 

Makerere Faculty of Agriculture and Forestry could form a prlvate sector 
agrlbuslness advlsory committee to advlse on course content and 
curricula development 

Makerere faculty are beglnnlng to develop proposals on applled research 
lssues that promote NTAE development, this should be encouraged and 
expanded lf posslble 

Makerere faculty could mcrease responszbllity and level of effort In 
managmg and backstopping Intern program 

Reduce level of effort committed to education and tralning component 

Further focus remaining resources toward strengthenlng Makerere 
Unlversltyls lxnkages to supporting private sector lnvolvement In NTAEs 

Research L~nkages and Technology Flow 

1 Issues 

* There are lnsufflclent llnkages wlth focused research efforts, 
especially the bean and horticulture programs, to ensure the flow of 
profztable and sustainable technology 

* Current research agreements do not suff~ciently leverage technical and 
management capaclty of NARO to support fleld actlvlties 



* The Natlonal Agricultural Research Organization is charactenzed by 
llmlted resources, low salaries, low morale and an overemphasis on 
attending workshops and regional fora and not enough emphasis on applled 
research 

2 ~ptions 

* Formulate a strategic research agenda with the bean and high value 
programs to ldentify and validate performance of a stream of technology 
to effectively support the sub-sectors 

* Formulate agreements wlth research programs to increase researcher fleld 
presence, lncludlng more dlrect partlcipatzon wlth backstopping NGOs and 
prlvate extension agents In support of community based demonstrat~on and 
technical support 

* Increase participat~on of research management in the formulation and 
oversxght of agreements supportlng commodity programs wlth NARO (e g , 
Namulonge and Kawanda Directors, and NARO M&E unit) 

* Increase the number of contract research agreements to engage NARO staff 
In jolnt research w ~ t h  prlvate agents and form these agreements at the 
lnstltute level 

3 Recommendations 

* Improve and support strategic plannlng at the program level (The malze 
case provldes an example of how to approach thls ) 

* Modlfy and improve agreements and Involve NARO research management In 
the process 

E Market Infonnat~on Systems 

1 Issues 

* The llnkages wlth market znformatlon systems that USAID 1s supporting ln 
nelghborlng countries are weak 

* There 1s insufflclent attention belng pald to packaging and lncreasmg 
access to market xnformatxon 

* Innovative tools and approaches need to be promoted to Increase distrlct 
level access to lnformatlon systems 

* The information system needs to be broadened to include lnput market 

information to stimulate and promote investments In lnput supply 



Request REDSO/ESA and AFR/SD to establish a protocol, possibly through 
FEWS, to exchange market information through key USAID collaborators in 
neighbormg countries 

Develop a list or Inventory of d~strict based transporters and traders 
and make available market reports to these agents This can be 
completed through distrlct agents now collecting and supplymg marketing 
informatlon to ADC 

Formulate and test informatlon kiosks at the distrlct level 

Integrate input market informatlon variables into the current output 
market survey 

Provlde input and output market reports to a larger number of research 
agents and NGOs (Expand distribution list of market informatlon 
system) 

In formulatmg this yearsf work plan examine options to design and focus 
efforts that increase access to and use of market information among NTAE 
firms, in particular at distrlct level 

F Monitoring and Evaluation 

The project has a good system in place for carrying out monitorlng and 
evaluation Thls includes a full-time staff person who has this 
responsibility There are, however, a few thlngs the project could do to 
strengthen the M&E efforts 

1 Issues 

* Both the low-value and high-value components conduct numerous trainlng 
sessions The M&E Unit should continue to follow-up on the effectiveness 
of these various trainlng programs, whlch wlll help Improve IDEA'S 
tralnlng efforts as well as evaluate overall effectiveness 

* The M&E unit should continue to follow-up on fleld demonstrations as 
well This wlll help the Unit play a stronger role in Project strategic 
thinking 

* The M&E unit should continue efforts to integrate the Pro-~ectls M&E 
system and the Mission's SO1 M&E system For example, the project 
produces seml-annual progress reports of IDEA1s act~vlties It may be 
necessary, however, to extract from these reports pertinent mformation 
in a more concise form for the AID audience The Mzssion's SO1 team 1s 
currently thlnking about how best to design and Implement thelr M&E 
system and this 1s a good opportunity for the project and the misslon to 
work together 



* The Project's M&E 1s movlng in the right directlon by emphaslzlng 
household-level impacts, but lt 1s not clear that the Project's current 
efforts wlll completely capture these dynamlcs The M&E functlon should 
be mstitutlonallzed wlthln the varlous components of the project 
Lmkages with the GOU1s Natlonal Monitoring System, Surveys, as well as 
wlth research organizations should be strengthened to help formulate the 
project's research agenda 

2 Recommendations 

* Increase the flow of information between the M&E Unit and other Project 
Unlts 

* Contlnue follow-up on field demonstrations 

* Strengthen the Integration between the Project's M&E system and the 
Mission's SO1 M&E system 

* Institutlonallze the M&E functlon w~thln the various components of the 
pro] ect 

IV Future Dzrections 

1 Commodity and Client Focus 

Is sue 

What 1s the appropriate comrnodlty/client focus in the short-term, to achleve 
lmmedlate results, and In the longer term, to sustain broad-based economlc 
growth' 

Discusszon 

There is a strategic role for both high and low value commodities withln an 
NTAE portfolio and more broadly within a broad-based, market-oriented, 
economic growth strategy Both commodity focus areas offer the potential to 
Increase rural income and employment and to stimulate economlc development 

To date, the project has employed a flexible strategy whlch has allowed 
resources to be dlrected in areas where ADC staff felt they could have the 
greatest lmpact While xt is recognized that thls flexxbility 1s ~mportant, 
as the allocation of resources wlthln the project becomes more competitlve it 
1s equally Important to develop a more formalized strategy For example, as 
noted earlier, there 1s good evldence that the number of smallholders engaged 
In HV NTaEs has ~ncreased, however, there is concern regarding the abllity of 
these farmers to sustaln this progress Ensuring that these small farmers 
succeed may llmit the extent to whlch the prolect can asslst In the adoption 



of new HV commodltles or work with other cllent groups 

The evaluation team feels the current mlx of commodities (and level of ADC 
effort/resources devoted those comodities) appears to be approprlate to get 
lmmedlate impact However, the question remains, 1s it the approprlate mlx to 
sustaln growth and stability of foreign exchange earnlngs and rural household 
~ncome' 

Other crops that mlght be considered on hlgh value side are tree crops and on 
low value slde sesame and cassava 

Recommendation 

* Carry out the analysxs needed to inform a forward looklng N T M  growth 
strategy whlch clearly articulates a rationale for commodity and cllent 
prlorltles 

2 Achieving Broad-Based Impact from the ADC Approach 

IS sue 

There 1s certainly evidence of a supply response to market opportunities that 
have been ldentlfled by ADC and there are lndlcatlons that strong growth 
potential exlsts However, there is some concern as to whether rural 
households are constrained In then ablllty to respond to these new 
opportunltles What 1s needed to sustain and expand ADC's obvlous success and 
thereby have a more broad-based lmpact on rural household mcomes? 

ADC has been successful In identlfylng technologles developed by the 
agricultural research system and developing lnnovatlve mechanisms for 
'txansferrlng' these production technologles to farmers In targeted areas 
through them fleld demonstratlon plot program 

ADC has leveraged exlstlng instltutlonal structures and ldentlfied promlslng 
channels for llnking farmers wlth rellable suppliers of quallty Inputs (e g 
Sukura network of rural community-based stockists, v~llage-based bean 
multipllcatlon programs as a women's association activity) Increased number 
of prlvate lnput supply stockzsts and have established outgrower and women's 
assoclatlon schemes to rnultlply bean seed 

ADC has also been successful In identifying output market lnnovatlons to 
improve the quality of farmgate output and the linkages wzth commodity traders 
and exporters Thls has led to increases in market effaciency and has ylelded 
higher returns to farmers (e g Ujima network) 

Optaons for Increasang Impact 

* Intensify efforts wlthln areas of geographic focus (demonstration plots, 

lnput supply, and output marketing) 



Increase the adoption rates of households participating In malze/bean 
demonstration plots Particular emphasis should be placed on the use of 
fertillzer in high population density areas (e g Iganga) 

Explore the relatlonshlp between fertlllzer use and household labor 
requirements (total and tlming of) and expand/clarlfy the demonstration 
plot 'message1 to focus more heavily on labor productivity benefits 

Increase the availability of fertillzer and improved seeds at the local 
level by expandmg the network of input suppliers/stockists 

Expand the 'Ujima networkt output market package (1 e the focus on 
Increased quallty and decreased transactions costs) to other areas 

Exploit the production linkages between hlgh and low value commodltles 
- -  should not be viewed as an 'either/orl option but rather should focus 
more on the complementarltles to maximize growth 

Recommendations 

Explore options to increase ADCts field presence (e g the possible use 
of PL480 funds to support greater, more dedxcated, NGO mvolvement at 
the distrlct level) 

Explore options to improve the coordination between hlgh and low valued 
activities such as Joint planning at the district-level and greater 
emphasis on strategic research and plannlng 

Collaborate wlth BAF on extending lnput supply/output market 
innovations 

B Sustamability of ADC 

is clear that for the NTAE sector ln Uganda to maintam ~ t s  present level 
success and to continue to grow as it has done over the last few years, ~t 

1s essential that services which ADC 1s presently provldlng be continued 
Thls is especially true since the government and the private sector are not 
now, nor will be in the foreseeable future, In a position to provlde this type 
of support When IDEA was deslgned lt was assumed that private sector 
associations and/or government support agencles would be developed and 
strengthened to the level where they could eventually fill the gap that IDEA 
and ADC would leave behind A closer analysls of the situation indxcates that 
thls 1s not llkely to happen any txme soon Hence, there is a need for ADC to 
glve serlous consxderatlon to the sustalnab~lity of ADC-type servlces over the 
longer term T h ~ s  would lnclude 

* Initiating stakeholder dlalogue on the issue and relationshxps with 
other agents, e g , UEPB 

* Developing a sustalnablllty plan to address financing and governance 
lssues for ADC 



Recommendation 

* Asslst ADC program management unit to formulate a plan and identlfy 
conditions necessary for ADC to become an African-led assoclatlon, and 
to create a method for moblllzing local and lnternatlonal resources to 
sustaln ADC over a ten year perlod 

V Implementatxon Issues 

A IDEA Staff~ng 

Above all it should be mentioned that the evaluation team felt that the TA 
provlded by the project has been excellent, notlng that the ADC team was 
staffed wlth well qualified and hard working people (both Ugandan and 
expatriate) However, recommendations from thls evaluation have a number of 
lmplicatlons for project staffing, primarily looking at how more resources can 
be applied to the project components w ~ t h  the greatest potentla1 for Impact 
(LV and HV components) Based on this, it 1s felt that there 1s an urgent 
need to ensure the low value crop technical advisor be extended to the end to 
the project Thls is essential 

Secondly the long term advlsor for the BAF component needs to be extended 
through the LOP Thlrdly, smce the education and trainmg component 
contributes least to objectives of the project, savmgs could be made by 
ellmlnatlng thls long term TA positlon Thls should not reflect adversely on 
the current adnsor, slnce he 1s dolng a commendable job, however, lt looks as 
though most of the actlvlties yet to be completed under this component could 
be effectively undertaken by the very capable Ugandan TA 

The other optlon for consideration 1s for the project to conslder creatlng a 
posltlon for a senlor Uganda Adv~sor to asslst the ADC team leader In 
promoting ADC activltles Thls advlsor would function as a spokesperson for 
the project, providing a higher proflle of Ugandan participation and 
ownership This would also contrlbute to the longer term sustainablllty of 
ADC In addltlon, ~t would allow the present COP to contrlbute more of his 
technical expertise to the project 

As mentioned earher, the blggest constraint on the Impact of the project 1s 
~ t s  fleld presence and coverage Hence, project impact would be greatly 
enhanced by addlng another TA in low value crops and another on high value 
crops It 1s recognized that thls may not be feasible since ~t would requlre 
mcreasing the exlstmg contract budget level, however, lt should be 
ernphaslzed that this would really increase project coverage and would have 
added beneflts that would greatly justlfy the addlt~onal costs In add~tlon, 
~t 1s also hlghly recommended that additional fleld assistance can be added 
through other complementary USAID programs, such as ut~llzlng PL480 resources 
It IS recommended that the IDEA Project collaborate wlth ACDI to h ~ r e  
addltlonal Uganda f~eld assistants who can coordinate actxvltles at the 
dlstrict level Thls would greatly increase project coverage, and impact, and 
allow for more effect jolnt programming of actlvitles 

USAID 



Currently the project is employing a person on a part-tlme basis to asslst 
with preparing and managing grants Some of these grants come through the 
project, but a number of them are through USAID/Kampala It has been noted 
that the management of these grants requlre a significant amount of tlme and 
effort Slnce the majorlty of these grants are outslde of the project, ~t 
seems approprlate that USAID/Kampala assist In managlng them 
Although USAID involvement has been close and collaborative up to now, there 
1s concern regarding the misslonsls ability to maintaln this level of 
oversight when the ANR offlce and the Private Sector offlces are merged 
US~~D/Kampala needs to make a concerted effort to ensure the present quallty 
of management 1s ma~ntalned 

C Contractzng Issues 

Based on the performance of the contractor, the potential for impact and the 
need to contlnue ADC type services, consideration should be glven to extending 
the mstitutional contract beyond the present 5 year LOP The evaluation team 
feels strongly that the services presently provided by the prolect are 
essential to the further development of the NTAE sector In Uganda and that ~t 
is golng to be at least ten years or more before these services can be 
provlded by the publlc or private sectors Extending the contract will assist 
the project staff In undertaking strategic planning well into the future which 
will lncrease the overall effectiveness of the project It will also assist 
ADC staff members In plannmg for and commlttlng to longer-term arrangements 

In addltlon, slnce the project has already exceeded its LOP targets, USAID 
should consider revlsmg the EOPs under a performance based arrangement wlth 
the lnstltutlonal contractor 

VI Concluszons and Recommendatzons 

A Concluszons 

* The ADC team IS making excellent progress in achieving the overall 
objectives of the project 

* The Rcomrnodity systems1I approach 1s working and the pro)ect should 
continue lts prlvate sector NTAE cllent focus 

* It can be said that the achievement of lntermedlate results such as, 
technology packages developed, number of field demonstrations, field day 
attendance, seed multlpllcat~on actlvltles, and market information 
d~ssem~natlon would lndlcate that good progress LS belng made toward 
achlevlng the project purpose 

* On the high value side, the prolect is already exceeding its LOP targets 
for mcreaslng the export value of HV crops Whlle part of thls must be 
attributable to momentum whlch was underway before IDEA was started, the 



project has made good progress In making ~ t s  contribution to expanding 
the value, volume and participation in HV NTAEs 

The only concern the evaluation team had in the achievement of the 
project purpose is that present project resources (staffing and 
financial) are limitlng the extent to which technology packages can be 
disseminated and utilized 

There is good evidence that the number of smallholders engaged in HV 
NTAEs has mcreased, however, there is concern regarding the ability of 
smallholder farmers to sustain progress they have achieved and to take 
full advantage of the market opportunities which have been created 

Ensuring that these small farmers succeed is gomg to requzre continued 
efforts which wlll limit the extent to which the project can asslst in 
the adoptlon of new HV commodities given present resources 

Income increases as a result of an increase in low value crop exports 
are llkely to arise from an increase in the adoption of technologies 
which Increase labor and land productivity 

There is a good indication that there will be increased income In the 
support service mdustries due to increased demand for these servzces 

The production of frults, vegetables, essential oils and spices 1s 
primarily being undertaken by large numbers of small farmers Income 
increases are reallzed by these farmers through access to markets which 
allow them to receive hlgher net returns per land and labor than before 

More lnformatlon is needed to determine what trade-offs are being made 
at the household level in order to more accurately capture lncome 
impacts 

The evaluation team observed that opportunities for strengthening 
llnkages to other USAID actlvitles (PL480, Coop Bank, ANEPP, PRESTO) 
need to be explored in more detail 

There 1s a need to look more closely at environmental impacts, 
especially in the cut flower sub-sector 

There are questions regarding the need/utilization of APDF resources 

Of the varlous IDEA Project components, the Association Development and 
Buslness Finance components need the greatest amount of attention from a 
redeszgn poznt of vlew Two years of effort has clearly establ~shed 
that the fundamental assumptzons for these components were not correct 

The contrlbut~on, xnfluence and comm~trnent of Makerere to IDEA program 
objectives is less dlrect than other program components 

There are msufflclent llnkages with focused research efforts, 
especially the bean and horticulture programs, to ensure the flow of 
profitable and sustainable technology 

Current research agreements do not sufflclently leverage technical and 



management capaclty of NARO to support fleld activities 

* The project has a good system In place for carrying out monxtoring and 
evaluation, however, there are a few things the project could do to 
strengthen the M&E efforts 

* Addltlonal field assistance 1s needed to help coord~nate actlvitles at 
the dlstrict level 

* Project Impact would be greatly enhanced by adding another TA In low 
value crops and another on high value crops, however thls would requlre 
addlng addxtlonal funds to the project 

B Recommendations 

Explore options to increase ADCfs fleld presence (e g the possible use 
of PL480 funds to support greater, more dedicated, NGO involvement at 
the dlstrict level, continue to leverage funds from resources such as 
the Cocoa Development Project) It 1s recommended that the IDEA Project 
collaborate wlth ACDI to hlre additional Uganda fleld assistants who can 
coordinate activlties at the d~strlct level 

Explore options to improve the coordmatlon between high and low value 
actlvlties such as jomt plannlng at the d~strict-level and greater 
emphasls on strategic research and planning 

In formulating the current yearst work plan, complete analysls to define 
anticipated level of mpact that could be expected from alternative 
efforts on broad based prospects for increaslng NTAE flrm access to and 
use of flnanclng Select and focus on activlties and optlons that have 
the greatest prospects for impact 

ADC program management unit should formulate a plan and identlfy 
conditions necessary for ADC to become an Afrlcan-led association, and 
to create a method to mobillze local and international resources to 
sustain ADC over a ten year period 

Carry out the analysls needed to inform a forward looking NTAE growth 
strategy 

Improve and support strategic planning at the program level 
In formulating th~s years' work plan examine optlons to design and focus 
efforts that lncrease access to and use of market mfonnat~on among W?AE 
flrms, at dlstrxct level In particular 

Refine outputs and benchmarks to more dzrectly reflect progress In 
increaslng access to and use of flnance 

Collaborate with BAF on extending Input supply/output market 
innovations 

Refocus efforts of the Assoclatlon Development unlt to increase linkages 



with and direct influence on rural incomes 

Increase level of effort on low value community based associations 

Continue close support role for LV and HV programs and strengthen 
llnkages with them to identlfy prospective client associations and 
firms 

Reduce level of effort committed to education and tralnlng component 

Modify and improve research agreements and involve NARO research 
management in the process 

Increase the flow of information between the M&E Unit and other Project 
Units 

The resources allocated for APDF asslstance should be cut by at least 
half and reallocated to either the BAF component for the Consultant's 
Access Fund or In areas whlch will Increase the project's fleld 
presence 

The team recommends that the long term technical asslstance on LV crops 
and the BAF component be extended for the LOP 

Savings could be made by eliminating the long term TA position for the 
Education and Trainlng Component 

The project should consider creatmg a posltlon for a senior Uganda 
Advisor to asslst the ADC team leader in promoting ADC activities 

USAID should consider increasing project resources to add one long term 
TA In low value crops and another on hlgh value crops 

USAID should provide asslstance in preparing and managing grants, at 
least for those funded through USAID, outside of the project budget 

Conslderation should be given to extending the institutional contract 
beyond the present 5 year LOP 

USAID should consider revlsing the EOPs under a performance based 
arrangement wlth the mstitutlonal contractor 
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APPENDIX C 

Statement of Work 

IDEA Project Evaluation 

Introductxon 

USAID/Uganda Intends to carry out a two week program which has a two-fold 
purpose In the first instance the external team of three individuals wlll 
examine the progress to date related to the lmplementatlon of the IDEA Project 
and make appropriate recommendations for future planning and implementation 
The second task under this actlvity will be to examine opportunities for the 
Mlsslon to participate in the AID/W proposed Promoting Food Securlty 
Initiative and to advise on high prlority areas for the Misslon to consider 
should resources become available under this inltiatlve The external team 
will consist of two lndivlduals from AID/W and one indivxdual from REDSO The 
team wlll be complemented by staff from USAID/Uganda The activity more fully 
described below will be carrled out durlng the period of February 3-15, 1997 

Background 

The Investment in Developing Export Agrlculture (1DEA)project technical 
assistance team began implementation activities nearly two years ago in Aprll, 
1995 IDEA was approved for an initial five year xmplementation perlod with an 
additional five year contract possible depending on progress and funding 
avallabillty It 1s anticipated that a full evaluation will be carrled out ln 
year three which will provlde the necessary input for a decision on extending 
the project for an additional five years This current proposed exercise 1s 
prlmarily to fine tune on-golng implementation actlvlties and identlfy where 
the project 1s having its greatest impact and where progress has been less 
than anticipated Thls actlon would be advisable under any circumstances but 
glven increasingly t~ght financial resources, it has become even more 
crltlcal IDEA IS providxng technical assxstance, training, research, 
commodities and other export development servlces for exporters, producers, 
associations and related service flrms and institutions such as Makerere 
University and the National Agrxcultural Research Organization (NARO) to 
Increase the production and marketmg of selected low value and hlgh value 
non-traditional agricultural exports The low value export component includes 
applied research, seed multiplication and distribution and extensxon to 
mcrease yields Support wlll be provided to Improve market information and 
asslstance to commodity exporters in establishing market contacts In order to 
strengthen the export marketxng system The high value program will work 
prlmarily w ~ t h  exporters and, through them, w~th producers of selected 
commodities and will include research activities, development of market 
contacts and commodity specific market information systems, asslstance in 
financial planning and management and specialized technical assistance and 
trainlng in productxon and post harvest handlmg technxques The high value 
component 1s being implemented by the Agribusiness Development Center (ADC) 
It 1s anticipated that over tlme the ADC will become very closely linked to 
the new restructured Uganda Export Promotion Board 

"Promotmg Food Securltyl1 (PFS) as proposed is a 10-year, $100 mllllon 



initzatlve conslstmg of two baslc elements Increased resources, prmarily 
for agrlcultural development and research, and a more efficient use of 
exlstlng resources PFS 1s targeted at Afrxa, wlth more than 75 percent of 
the funds dedicated to that continent The balance of the funds wlll support 
a range of agrlcultural research and policy reform, whose appllcatlon w~ll 
beneflt not only Africa, but other developing reglons as well Also Integral 
to the strategy 1s maintaming a floor of $60 mlllion annually for Tltle I11 
food ald ln Africa Key areas for the new resources would lnclude 

* Pollcy Reform 
* Agricultural research worldwide, but with speclal focus on Africa 
x A focus on food ald for development purposes linked wlth a 

contmued effort to prevent crlses before they happen, and, 
* A selected effort to lmprove rural lnfrastructure The 

lnltlatlve will mob~llze U S , ~nternatlonal, and Afrlcan centers 
of expertise In support of agrlcultural research and extension 
services, agrlcultural polxcy analysis and reform, and 
agricultural enterpxlse partnerships These actlvitles will be 
carrled out In collaboration wlth organlzatlons such as U S land 
grant unlversltles, Collaborative Research Programs (CRSPs), the 
Internatlonal Agricultural Research Centers of the Consultative 
Group on Internatlonal Agricultural Research (CGIAR), U S 
unlversitles, U S agrlbuslness, the non-governmental organlzatlon 
community, and the agricultural cooperative sector In the flrst 
year of operation lt 1s proposed that the lnitlatlve wlll target 
nine Afrlcan countrzes Uganda 1s one of the rnltial nlne 
countries Because of thls potential opportunlty for mcreased 
resource levels and expanded programming, and because of the close 
lmkage wlth two major mlsslon actlvltles--IDEA and ANEP--lt 16 
only prudent that the Mission begln planning for thls program 

Based on the above background the external evaluation team wlll address the 
following issues/pomts In general terms an assessment should be made of 
progress by ADC agalnst the following projected project outputs 

* Producers of selected commodities wlll have lmproved knowledge of 
techniques to Increase crop quallty and ylelds 

* Exporters will be able to inltlate or expand NTAE actlvltles 
* NTAE exporters and producers wlll have improved knowledge of 

agrlbuslness plannlng and management and access to sources of 
f und~ng 

* Commodity speclfxc market lnformatlon systems w ~ l l  be 
establxshed or lmproved and sustamable 

t Prlvate/publlc sector entitles wlll be mult~plylng and 
distrxbutxng lmproved malze and bean seeds 

* Assoclatlons wxll be facllitatlng growth In NTAEs and actxng as 
effective advocates for a better NTAE pollcy and regulatory 
environment 

* MU Faculty of Agriculture will be able to provlde long term and 
short term trainlng to support the growth of NTAEs 

Additionally the team should renew the overall conslstency of the project 



goal and purpose with the overall GOU strategxes for export diversification 
and economlc growth and wlth the USAID 5 year strategy under SO1 

In more speclfic terms the team will examine the followmg issues 

A Low Value Crops 

* How many maize and bean varieties have been screened, demonstrated 
and disseminated 7 What has worked well and what hasn't and why 

* To what extent have low-mput agricultural productlon packages 
been developed and what has the lmpact been 

x Assess progress, if any, in regard to prlvate sector involvement 
In unproved seed multlpllcatlon and dlstrxbution 

* Even though the emphasis 1s on low mput systems assess both need 
for fertlllzer and other hightech xnputs and involvement by the 
prlvate sector to date 

* The assumption was that improved cultural practices could make a 
sxgniflcant difference In ylelds Has thls been tested and what 
have been the results' 

* To what extent has the private sector or NGOs become mvolved ~n 
farm level extenslon programs 

x Is there any evidence that project actlvitles through lmproved 
marketxng may have affected food securlty negatively at the 
household level 3 

* How successful has the collaboration with the Natlonal malze and 
bean programs been 7 

* Comment on complementarity wlth other USAID and other donor 

programs Can more be done 3 

* How well have the M&E systems been developed and what do they show 
about Increased rural incomes 7 

* Assess the Impact on women farmers and comment on how things m~ght 
be done differently or better 

* Identlfy unexpected accomplishments or benefits as a result of the 
program 

* Examine opportunltles for new crops for export or lf focus 
currently 1s on target 

* Assess the lmpact of workmg wlth Peace Corps Volunteers 
* Has the project utllxzed applled IPM technology through 

collaboration wlth organlzatxons llke CRISP? 

Hlgh Value Crops 

* Analyze progress to date on introduction of new crops 
* Analyze expansion of exlst~ng crops (acknowledging the base at 

start of project) 
x How successful has the concept of contract research been--why or 

why not 3 
* How successful has the project been In ldentlfylng new markets for 

new hlgh value crops 
* To what extent has Makerere Unlverslty and NARO been lnvolved ~n 

contract research for HV crops and reasons for success or lack of 
* Identlfy efforts to improve quallty standards of export 

commodxties at both productlon and post harvest levels 
* Assess the lmpact on mcreased rural incomes, food securlty and 

employment Include large operations, smallholder and laborers 



* Assess lmpact on women farmers 
* Is there evidence of complementarity with other USAID or donor 

efforts' 
* Has the project effectively monitored env~ronmental concerns such 

as chemical contamination, soil eroslon, etc 
* Is there an adequate M&E system in place to monitor 

results/impacts 3 
* Assess the impact on women farmers and comment on how 

things might be done differently or better I£ at all 
* Identify unexpected accomplishments or benefits as a 

of the program 
* Examme opportunlties for the new crops for export or 

if focus currently on target 
* Assess the impact of working wlth Peace Corps volunteers 
* Has the project utlllzed applied IPM technology through 

collaboratlon with organization like CRISP 

result 

Market Information 

* Market information was seen as a key factor in the success of 
expanding NTAEs Comment on progress and results What is in place 
3 

* To what extent 1s the system(1f exlstmg)useful to producers, 
traders and exporters 3 Why or why not 

x To the extent a marketing information system has been developed, 
how well is it linked with other information systems including 
regional systems 3 Are there opportunlties for expanding thls 
crltlcal component 3 

Buslness and Finance 

* Evaluate the level of assistance provlded by ADC to firms 
requlrmg business plansffinancial deal making, etc 
Were local consulting involved in the process 7 

How many associations have strengthened through ADC and how 
successful has this effort been In the sense of capacity bulldmg 
and sustainabillty 3 
Has ADC been successful In brokerlng jomt ventures between local 
and external firms 3 
Assess the impact thls component has had on both the low and hlgh 
value export efforts 
Has this component had any significant impact on finance 
constraints faclng both producers and exporters? 

Educat~on & Training 

* Both fomal(university classroom) and non-formal(externa1 f~eld 
level) tralning were seen as very important to the success of the 
project Assess the impact to date 

* Identify other programs carrled out In collaboration wlth MU that 
have had a posltive ~mpact on project objectives 

* Assess MU and MAAIF participation In trainlng programs, including 
workshops, seminars, etc 

* Identify opportunities that may have been overlooked In project 
deslgn and implementation that would allow thls component to have 



slgnlflcant zmpact on meeting project objectlves 

Other Issues 

* Determine the need for any changes In commod~ty or geographic 

focus for the project 
* Determlne where the project can leverage its scarce resources wlth 

other USAID funded projects, including future projects, and other 
donor proj ects 
Havlng assessed the involvement of women In the project to date, 
identlfy Increased opportunlties/strategles for greater 
involvement Also Identify the serious constramts to realizing 
thls objective a 

What are the opportunltles In the area of agroprocessing 7 

To what degree has the project Influenced the pollcy agenda zn 
regard to the diverslflcation and promotion of NTAEs 3 

What should be the role of the ADC and the USAID Mlsslon In 
supporting the Uganda Export Promotion Board 3 How crltlcal is 
thls institution to overall project objectlves 7 

For both high and low value crops examine how successful the 
project has been in developing forward and backward llnkages 

In regard to the PFSI the evaluation team should examme opportunltles for 
utlllzation of addltlonal resources that mlght become avaxlable to the MissLon 
and recommend speclflc areas In order of priorlty that are consistent wlth and 
complement our agrlcultural portfolio and SO1 objectives Thls of course must 
be done within the context of the PFSI but also wlth the thought of deepenmg 
and strengthenmg our overall portfolio The team wxll be expected to justlfy 
then recommendations, particularly as related to other on-gomg Mlsslon, 
natlonal and lnternatlonal organlzat~onal programs In the flnal analysls the 
proposed actlvltles must flt with19 the mtegrated and systems approach that 
the Misslon has developed for ~ t s  agrlcultural program 

Outcome 

The assessment of IDEA and pre-planning for the PFSI wlll begln on February 3 
and conclude on February 15 Mr Joe Carvalho of REDSO wlll serve as overall 
team leader A debrleflng wlll be scheduled for Frlday, February 14 and a 
draft report wlll be left wlth the Mlsslon at that tlme Comments on the draft 
by USAID Mlsslon and IDEA staff wlll be submltted to Mr Carvalho by February 
21 and a flnal report submltted to the Mlsslon by March 7, 1997 A draft 
schedule of fleld vlslts and other appointments wlll be prepared by Mlsslon 
and IDEA staff In advance and wlll be revlewed by the team prlor to thelr 
arrlval In country Transportat~on and other log~stlcal requirements wllL be 
the responslblllty of USAID and/or IDEA 


